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Niche Marketing for Sustainable Tourism

Understanding the market for sustainable tourism involves understanding the tourists. Market
strategies designed for the mass market often result in products, prices, and promotions that are
not appealing to potential customers. Recreation marketing may be more effective it is based on
market segmentation and target marketing. Market segmentation is the process of

(1) grouping existing and potential visitors with similar preferences into groups called market
segments,

(2) selecting the most promising segments as target markets, and

(3) designing marketing mixes that satisfy the special needs, desires, and behaviors of the target
markets.

Sustainable tourists may be grouped into at least 4 different categories, each with different goals,
desires, and philosophies. (These categories apply widely in North America. Other nations may
have additional categories.)

1. Ecotourism - travel to appreciate and learn about wild environments. Ecotourists seek to
increase their knowledge about the natural environment. Typical activities are nature tours, short
hikes with guides knowledgeable in flora and fauna, bird watching, whale watching, and other
wildlife viewing. Ecotourists are personal and reflective. They actively seek guides or other
people who help the ecotourist to find, observe, and understand wild nature. They demand guides
that are extremely knowledgeable. Other travelers who make the trip cost-efficient are tolerated.
Ecotourism is primarily concerned with an individual search for learning and for the associated
personal development, and no specific level of social contact is required to make the experience
worthwhile. Ecotourists are of all ages, though many tend to be older, and both sexes participate
equally. High levels of formal education, and the associated income levels, are influencing
factors for those of mature ages.

2. Wilderness travel - Primitive travel through wild, natural environments that are devoid of
human disturbance. Typical activities are overnight hiking trips and canoeing. Wilderness
enthusiasts like solitude, often with a small group of friends. Large groups are intensely disliked.
Where possible, wilderness enthusiasts prefer to hike without guides. Wilderness enthusiasts are
predominantly young males with high education and moderately high incomes. Because there is
strong and continuous dedication to the activity, the average wilderness user has high levels of
previous experience

3. Adventure travel - Dangerous or exciting sports pursued in natural environments for the sake
of personal accomplishment. Typical activities include mountain climbing, white-water rafting,
and deep-sea diving. These activities are intensely social and usually pursued in large groups.
Adventure travelers, like wilderness travelers, tend to be young and male, but adventure travelers
are more social.
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4. Car camping - Safe family travel in attractive campgrounds, at the interface between the wild
and the civilized. Car campers are intensely social and like to have family and friends around.
Car campers are of all ages. Both sexes participate equally. All income levels are represented,
except for the poor. Car campers, once they have found their favorite spot, return frequently.

Attracting the Older Tourist

The changing population demographics, both in North America and in Northern Europe, will
have profound implications for sustainable tourism. The median age of the population is
increasing as the large baby boom generation moves into late career and retirement ages. Age is
an important factor in recreation participation. As people age, active, dangerous recreational
activities become less attractive, while appreciative and passive outdoor recreational activities
are more attractive. Facility- based (skating, skiing, swimming in pools), snow-based recreation
(skiing, sledding), and recreational sports (waterskiing, climbing) will decline in participation as
the tourist market ages. Conversely, participation in bird watching, pleasure walking, pleasure
driving, and sightseeing will increase (Foot 1990). Ecotourism will benefit the most from the
demographic changes. It is attractive to older citizens and is well designed to handle their needs.
Older people are not willing or able to be involved in strenuous and dangerous activities to the
same extent as younger people. If increases in services levels designed specifically for the senior
market and changes in accommodations are undertaken, the older person demand can be
captured.

The Sage Group (1993) and Tourism Research Group (1990) report that "The environment is a
high priority with people of all ages, worldwide." With adults over the age of 65 in Canada, the
top three travel interests are history and culture (85 percent), environment (82 percent), and
outdoors (70 percent). For a similar U.S. population, the highest levels of travel interest are
history and culture (100 percent), environment (95 percent), and outdoors (75 percent). Older
Germans say that outstanding scenery is the number one factor influencing their choice of
overseas vacation destinations. In a different survey approach, older Japanese reported that
nature and environment are the top reasons for visiting Canada. Older people in France and
Britain reported that Canada was high on their list of potential destinations because of national
parks, outstanding scenery, and interesting wildlife. Clearly, the older adult nature travel market
is large, and the associated tourism market may be underdeveloped. Tourism Canada is moving
aggressively to help Canada take advantage of the older traveler market for learning about nature
(Randolph Group 1994).

Excerpted from:
Understanding the market for sustainable tourism, Paul F. J. Eagles, 1995.
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Market Demand (Tourist) Inventory
Demographic Profiles:

What is the age range, gender, education level, country of origin, and nationality
of the visitors?

Who is already traveling to the destination?

How many are visiting foreign residents and how many are tourists?
Purpose of Trips:

Have the visitors come for business or leisure?

Are they visiting friends and family?

Have they come for educational or volunteer purposes?

Why are they traveling to the focus area?
Travel Motivations:

What psychological, physical, emotional, and professional needs are visitors
seeking to fulfill while on their vacation?

What sites are they visiting during their stay?
Experiences and Knowledge Being Sought:

Are they interested in gaining a deeper understanding of the wildlife, the local
culture, or local history?

What attractions are they coming to experience?
What are they planning to do during their visit?
Services Purchased:
What kind of tours and packages are they buying and from whom?
Do they purchase their tickets internationally or locally?

What other services are they using? Are they satisfied with the services they are
purchasing?

Who is benefiting most from the revenue of these purchases?

How much do they generally spend?
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How many tourists are staying in the focus area as opposed to those just
stopping by?

Travel Behavior:
What are the travel party sizes?
Have the visitors been to the destination before?
How much money have they spent at the destination?
What information/reservation method did they use?

What types of transportation did they use to get to the destination and once at
the destination?

How many are “touring” and how many are just going to the destination?
Overall Satisfaction:

Is the destination meeting visitor needs?

Are they gaining the experiences and knowledge they seek?

Are these being delivered in the way they want?

Are services meeting their needs and expectations?

What are the potential gaps and opportunities for meeting visitor needs and
wants?

By answering the questions outlined above, the team should have an adequate idea
about the tourists traveling to the destination. Gaining an in-depth understanding of who
is visiting will give the team an idea about which tourist market(s) would typically like to
visit the area, which areas/countries they originate from, and most importantly, what
additional services and activities that the destination could provide.

Keep in mind the size of the potential tourism markets will influence the number of
attractions, facilities and services that can be developed in a destination. The size of the
market often depends on the flow of tourists in or near the destination. If the destination
is near a major attraction, such as a national park or an established tourism destination,
the potential size of the market is likely to be larger. Or, if it is near a large urban area or
the interstate highway system, the potential market also will be greater. Sometimes
festivals or other attractions can serve as a magnet for tourism development, even when
there is not a natural tourism flow near the community.
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Thank you for participating in our visitor survey. Our team of consultants and local participants will consider your responses as we assess the
potential for ecotourism development in this area. Please be assured that your responses will be held in confidence. Note that only visitors to this
area should fill out this form, not residents.

L.
2.

10.

Factors

Is this your first time visiting? QO yes O no

If you answered no to question #1, how many times, in total, have you visited this area?

Are you traveling: O alone O asacouple O with friends 3 with family
How many people are in your travel party?

In which country do you permanently reside?

What was your primary reason for visiting this area? (please choose one)

O leisure Q business Q visiting friends and relatives Q3 other

O education, short-term (less than 1 year) O volunteerism, short-term (less than 1 year)

How long will you be visiting this area? (please choose ong)

O for the day Q 2-4 days 3 5-10 days 0 11-20 days O more than 21 days
How did you hear about this area? (please choose one)

O radio O television Q newspaper QO magazine O Internet

O travel brochure O tour operator Q word of mouth

What was your main mode of transportation to this area? (please choose one)
O personal/rented car O airplane O tour bus/vehicle O boat
3 taxi O other, please specify

How important were the following factors in your decision to visit the area?
(Please circle the number of the answer that represents your evaluation of each factor).

Very important Important Not very important  Not important at all

Good weather conditions 4 3 2 1
Quality of natural scenery & landscapes/environment 4 3 2 1
Opportunity to see wildlife 4 3 2 1
Visits to parks and other pristine natural areas 4 3 2 1
Opportunity to stay in pristine natural environment 4 3 2 1
Desire to learn about other cultures, their ways of life & heritage 4 3 2 1
Participation in major cultural or religious events 4 3 2 1
Opportunity to visit an indigenous or traditional community 4 3 2 1
Opportunities to experience traditional ways of life 4 3 2 1
Opportunities for learning about and experiencing natural 4 3 2 1
and cultural attractions
Opportunities for adventure/sports activities 4 3 2 1
Good prices for quality received 4 3 2 1
Good local transportation system 4 3 2 1
Recommendations from a friend/book 4 3 2 1
Facilities for children 4 3 2 1
Accessibility 4 3 2 1
Safety 4 3 2 1
Interest in business investment in visited area 4 3 2 1
11.  What activities have you been doing or will you be doing while in this area? (please check all that apply)

O hiking/trekking O wildlife viewing O biking O visiting indigenous populations

O swimming O visiting villages O visiting small towns or villages

Q visiting historical places Q cultural heritage sights O visiting national parks

O climbing O attending art or music performances (i.e. dancing, drumming, singing, craft demonstrations)
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12.

13.

14,

15.

16.

17.
18.
19.

How would you evaluate the following aspects of your stay in the area?
(Please circle the number of the answer that represents your evaluation of each factor)

Bad

NA

Good

Products, Services & Hospitality

Services at the airport

Maintenance and convenience of the airport
Personal safety

Friendliness of the people

Explanation and convenience of the customs
National cuisine/drinks

Accessibility to cultural heritage sites
Interpretation of cultural heritage sites
Access to wildlife/plant life viewing
Interpretation of wildlife/plant life

Diversity of athletic activities

Equipment for athletic activities

Visitor centers

Organized excursions

Degree of knowledge of foreign languages from the service personnel
Helpful police services

Weather

Facilities for children

Shopping opportunities
Telecommunications

Convenience and access to local transport

F N A A N N N S N N N N N O S-S S S "0 1)
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Would you recommend that a friend of yours visit this area? O yes O no
Why or why not?

Approximately how much money did you spend during this visit to the area? Please answer with only the amounts that you/spouse paid
for. Also, please respond using the currency with which you paid. (i.e. dollars, pounds, euros, etc.)
Transportation
Airfare
Local
Restaurants/meals
Activities
Shopping
Entertainment
Lodging
Other

TOTAL:

Please check the box which is closest to your annual income: (the spaces must be filled in by the Assessment Team according to the
local salary range and currency)

1.Q to 2.Q to
3.Q to 4.Q to,

Your approximate age:
1. O less than 25 years 2. QO between 26 and 35 years
3. O between 36 and 45 years 4, O between 46 and 55 years
5. O between 56 and 65 years 6. O over 65 years

Please check one: O male Qfemale
What is your profession?

What is the highest level of education that you completed?
O Grade School O High School O Vocational/ Trade School
O College O Post-Graduate



MARKETING & REVENUE
ol [ mopuLE 6 |
l 4 Handout 6.4

Results of Visitor Survey in Port Barton, Palawan

Sample size: 23; Average age: 34 years; 19-73 years of age; 56% female

Duration of stay: Average stay in the Philippines was 3.5 weeks; average stay on Palawan
Island 12 days; average stay in Port Barton 4 days

Access: 70% came by boat with an average cost of PhP600 per person (one-way); others came
by land from Puerto Princesa City

Activities in the order of frequency: relaxation, snorkeling, island hopping, sightseeing, scuba
diving, hiking and swimming

Accommodation and price: 50% said price was a primary factor in their choice of resort;
average lodging was PhP260 (US$6.50) per person per night; spent average of PhP670 (US$17)
per person per day

Type of visitor: 70% scuba divers and snorkelers

Willingness to pay for conservation: All willing to contribute an
average of PhP120 (US$3) per person as user fee to a marine sanctuary; 78%
would contribute an average of PhP150 (US$$3.75) to an environmental fund;
60% said there was a need for an information center in Port Barton

Perceived problems: 50% felt there were environmental problems in Port
Barton; complaints in order of importance: litter on the beach, deforestation,
coral damage, forest fires and noise

Perceived attractions: most enjoyable reasons for coming: snorkeling,
the local people, sightseeing, island hopping, the beach, relaxed atmosphere
and swimming

How to improve Port Barton: Most common answers were related to
maintaining the cleanliness of the area, followed by "Don't change anything,
Port Barton is beautiful.” Other suggestions related to improving
transportation, the roads and accommodations

Most needed to protect the area: Mooring buoys at frequented reefs
and for boatmen to avoid anchor damage on the reefs; education regarding
coral ecosystems and putting up informational signs about corals at strategic
locations; preserving the natural surroundings of the area; keeping the area
small and simple to preserve its character thus preferring few vehicles and no
large-scale developments or hotels

Source: Arquiza (1999)
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Sustainable Certification Criteria

_CODE CRITERIA

10101 Water consumption is periodically measured and meter reading records are kept.

10102 There are written plans, with water usage and consumption reduction goals.

10103 Measures are taken to save water (for drinking, irrigation, swimming pools, etc.);
when applicable, devices are installed to use water efficiently.

10104 Policies and measures to save water and use it efficiently are deployed to
customers, employees, and owners.

10201 Energy consumption is periodically measured and meter reading records are kept.

10202 There are written plans, with energy usage and consumption reduction goals.

10205 Renewable energy sources are used, when applicable.

10207 Measures are taken to make the best use of natural lighting.

10208 Turning off equipment and lights when not in use is encouraged, through either
communication or special devices.

10209 Equipment and devices are in place to use energy efficiently.

10210 When applicable, high performance and efficient vehicles (i.e., four-stroke boat
motors) are used.

10211 Measures are adopted to prevent or minimize heat or cold losses in areas with
room heating or air conditioning.

10301 Endangered species, or products thereof, or items stemming from unsustainable
practices are not consumed, sold, traded, or displayed.

10302 No captive wildlife is kept, except for wildlife breeding farms, rescue or
reintroduction, according to law and best practices.

10304 Artificial feeding of wildlife is prevented, except when it is done by sowing host or
food plants.

10305 Measures are taken to prevent company noise and lighting from having an impact
on wildlife.

10306 In sensitive areas, measures are taken to prevent pest and exotic species
introduction.

10401 The company joins or supports conservation and management of some state-
owned or private natural area located within company influence zone.

10601 Specific waste sorting actions have been identified and implemented.

10602 There is a program to minimize procurement of waste-preducing inputs

10603 Waste of any kind is sorted to be reused or recycled, and its final disposal is
verified, including construction waste.

10605 Company organic waste is used in some management program, such as
composting, fertilizer manufacturing, mulching, farm animal feed, and others

10606 The company supports and joins recycdling programs, if any.

10701 Both toilet and soapy wastewater are managed in such a way they do not affect
public health nor pollute.

10703 No bodies of water are polluted with toxic, hazardous, or eutrophicating products.

10704 Properly treated wastewater or effluents are reused, when feasible (for instance, in
irrigation, cleaning, or other).

10705 Measures have been implemented for storm water adequate channeling, use, and
disposal.

10706 Measures are adopted to minimize gas, pollutant spray, and strong odor emissions,

as well as unpleasant noises.
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10707 The soil is not polluted with oil derivatives or persistent toxic compounds.

10708 Biodegradable and non-eutrophicating cleaning and cosmetic products are used.

10801 Specific actions are taken on environmental education and other issues focusing on
neighboring communities, customers, employees, and owners.

10802 Environmental education programs (committees, groups) existing in the area are
supported, or their creation is encouraged.

10803 Responsible behavior is encouraged among visitors.

10804 Visitors are provided with information about the protected areas they are about to
visit.

10805 Visitors are provided with information about nearby protected areas, and they are
encouraged to visit them.

10806 Visitors are provided with information on native wildlife and plant species found in
the area.

10807 Visitors are informed about water conservation and rational use practices, and they
are encouraged to help.

10808 Visitors are informed about adequate waste management practices, and they are
encouraged to help.

10809 Signs are posted to guide and educate both customers and employees.

10810 Visitors are informed about energy conservation and rational use practices, and
they are encouraged to help

20101 Neighboring community cultural, sports, and recreational activities are supported
and disseminated, with stakeholders’ prior consent.

20102 Visiting local businesses and communities is encouraged, when they wish it.

20201 The company joins or supports neighboring community development initiatives,
with stakeholders’ prior consent.

20202 Products and services from micro, small and medium local businesses are used,
particularly sustainable ones.

20203 Local staff hiring and training is promoted, at all levels in the company.

20205 Making and selling handicrafts and other local products is encouraged.

20206 The company should have a widely known and feasible contingency plan that
includes communities.

20302 No selling, trading, or displaying of archaeological pieces/objects should be
aIlow;d, unless the corresponding permits are obtained (in the case of displaying
them).

20401 Specific measures are adopted to promote an understanding and respect of
indigenous cultures and customs.

20405 Provision of basic services to neighboring communities is not to be jeopardized.

20406 Policies against sexual commercial exploitation, particularly of children and
adolescents, are followed and deployed.

30101 A sustainability policy addressing environmental, socioeconomic, and service
quality issues is in place.

30102 Environmental policy is made known to customers, employees, and owners.

30104 No social, gender, or racial discrimination of any kind is practiced or supported.

30106 The company has an ethical code for directors, customers, and employees, and
behaves accordingly.

30107 The company has and implements a business plan that is suitable to its
reality/scale, including environmental, sociocultural, and financial issues.

30204 There are programs and mechanisms in place to favor participatory approaches in

! managing and operating the business.
30301 The company complies with labor laws (both domestic and international) and social

| rights.
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30302 The company complies with environmental laws, standards, and regulations.
30303 The company complies with laws, standards, and regulations concerning the
| _protection of site historical and cultural heritage.
30401 Regardless of service category, facilities are kept in perfect sanitation and cleaning
__conditions.
30402 . Group size is appropriate and group members respect visited site regulations.
30403 ' There is a preventive maintenance program in place for all facilities, vehicles, and
. equipments.
30404 The necessary measures are adopted to ensure product and service quality.
30501 ' Clear, complete, and truthful information is given about provided product and
| service conditions. -
30502 ' Promaotional materials are truthful and do not promise more than can be reasonably
expected by customers.
30503 Customers are provided with information on the site's history, culture, and natural
environment.
30601 Policies are in place, and specific actions are implemented, regarding staff training
. on environmental issues related to company operations.
30602 Policies are in place, and specific actions are implemented, regarding staff training
on sociocultural issues related to company operations.
30603 Polices are in place, and specific actions are implemented, regarding staff training
._on the company’s quality system, and on operating issues.
30604 Policies are in place, and specific actions are implemented, regarding staff training
__Oon emergency response.
30701 . Buildings are designed at the right scale and respecting the landscape.
30702 When applicable, facilities for people with spedial needs should be built.
30708 __Environmentally-friendly building materials and techniques are used.
30801 Health and safety conditions required by employees, guests, and neighbors are
| provided.
30802 | All measures needed to ensure customer safety during their tourist and recreational
activities are taken.
30803 __A contingency plan for environmental emergendies is in place.
30804 . A contingency plan for health and safety emergencies is in place.
30805 Visitors are provided with information on the safety measures they should take
while on the premises.
30807 Insurance policies and other customer and staff protection instruments are in place.
30809 . Water used for human consumption, including ice, is demonstrably safe.
30813 . Insect and rodent control is biolegical and environmentally friendly.
30814 . There is a food handling program in line with best manufacturing practices.

30902 | The company has a policy of favoring certified suppliers or suppliers following best
. environmental and social practices.

30903 Environmentally-friendly supplies are purchased, such as recycled or nontraditional
paper, organic food, certified wood, and others.

31001 There is a record-keeping program or plan to identify and monitor (environmental
and social) impacts generated by company operations.

31002 ' There is 2 mechanism to receive customer inputs, complaints, and comments, in
addition to keeping a record of such inputs and their corresponding corrective

__actions.
31003 Both corrective and preventive management actions needed to ensure continuous

__improvement are monitored and critically analyzed.
Source: Sustainable Tourism Certification Network of the Americas. 2005. Notes from the 3™ Meeting of STCNA,
September 2005, pp 38-40. URL: http://www.rainforestalliance.org/programs/tourism/certification/network-of-
americas.html
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CASE STUDY
SmartVoyager, Galapagos

SmartVoyager is a certification program designed to minimize the impact of tour boats in the
Galapagos Islands. Operators that meet the programs standards are certified and may use the
“SmartVoyager” label in marketing their services. SmartVoyager standards were designed in
collaboration with scientists, conservation experts and tour operators, and cover a host of
environmental and social concerns. SmartVoyager certification was launched in May 2000 and, in
its first year, five boats were certified after assessment by C&D auditors. The largest boat carries
100 passengers, one is midsize (48), and the other three are small (20 each).

Most small boat operators showed little interest at first in becoming certified. Small boats are
usually individually owned and family operated. As with most small enterprises, they have
limited funds for upgrading equipment and little interest in changing procedures. The perception
was that SmartVoyager standards were complex and rigorous, and that while certification might
be worthwhile for large firms, it was neither achievable nor affordable for small, family-owned
operations. In addition, small boat operators have faced a decline in tourism since 9-11-2001.

With support from the World Bank-financed International Trade and Integration Project, C&D and
RA were able to test the applicability of the SmartVoyager standards to small boats. Through an
intensive outreach effort, small boat operators were made aware of the challenges and
opportunities afforded by SmartVoyager certification and how they could participate in reviewing
the standards. A cross-section of small boat operators determined that 93 percent of the original
requirements are applicable to all boats regardless of size. The remaining 7 percent did not apply
mainly due to differences in the way large and small operators purchase and store supplies, and
availability of space for desalination systems and holding tanks. These standards were then
revised so that they could be applied to small boats.

This outreach effort enabled the small boat operators to learn what the standards required; how
to comply with the requirements; and, most importantly, why the requirements were included in
the standards. After this training and motivation, a number of boat operators began to implement
practices specified in the standards. C&D auditors assessed 34 small boats, and 24 were found
to comply with all applicable technical requirements. Six of these have been formally certified. Of
the remaining 18, eight have the resources to upgrade equipment and can be certified after
additional training and technical assistance in such areas as documenting their environmental
policies and performing internal audits. The remaining ten small operators lack the funds to
replace and upgrade equipment that does not comply with SmartVoyager requirements.
Examples include replacing air conditioners and refrigerators using CFCs, replacing twostroke
outboards with four-stroke models, and installing noise-abatement systems on propulsion and
generator engines.

It is expected that, as market recognition of SmartVoyager certification continues to grow, its
competitive value will be broadly demonstrated and help stimulate access to credit to enable the
remaining small boats and many mid-size boats to make the capital improvements needed to
implement the standards and achieve certification.

Results and lessons to date

The initial small boat certification initiative was achieved in 14 months with an investment of less
than $66,000 and has yielded a number of accomplishments. This modest effort has already
yielded significant return on investment (ROI) in protecting natural and human capital and the
competitiveness of Ecuador’s tourism industry. Local auditors have been trained.

Boat operators now understand to a far greater degree the impact of their boats and practices on
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the delicate environment of the Galapagos, and what they need to do to maintain biodiversity
and protect the environment. Local boat operators have been familiarized with the goals and
methods of setting standards and verifying compliance, misunderstandings have been clarified
and interest in the program fostered. There has been widespread acceptance that
SmartVoyager standards are appropriate guidelines for improving performance and becoming
environmentally and socially responsible. Designers of new boats are applying the standards in
their design process. And with peer pressure and competition from certified operators, other
boat operators are being motivated to ask for training and technical assistance so they too can
comply with the standards and secure SmartVoyager certification. If funding for such assistance
becomes available, a much larger portion of the fleet will be certified.

Finally, the SmartVoyager certification program has been promoted widely throughout the
international tourism industry, enhancing Ecuador’s reputation and the competitiveness of its
tourism sector. Other segments of Ecuador’s tourism sector see the SmartVoyager program as
a model for their operations and for engaging small enterprises in environmental initiatives.

Some of the lessons from the initial implementation of the program include (1) small businesses
need to be brought in to an initiative right from the beginning in order to gain acceptance and
support; (2) all parties who benefit should share in the costs including tourists, tour operators and
the national park; and (3) certification appears to be commercially advantageous enough to an
enterprise to be self-supporting once its benefits are demonstrated.

Excerpted from:

Valdivieso, Jose, Bob Toth, James Hanna, and Juan Quintero. Ecuador: Fostering
environmentally sustainable tourism and small business innovation and growth in the Galapagos.
World Bank newsletter “En Breve”, June 2003, No. 6

SmartVoyager Certification Criteria:

Company Policy : the Company must have a management policy that includes compliance with
national legislation, international agreements as well as Smart Voyager Standards

Conservation of Natural Ecosystems: the tourist operation must support and promote
conservation in the Galapagos National Park and the Marine Reserve

Lowering the Risk of Introduction and Dispersal of Exotic Species: the tourist operation must
prevent the introduction of species from the continent to the islands and the dispersal of
species between islands

Just and Proper Treatment of Workers: the tourist operation must improve the socioeconomic
welfare and quality of life of workers and their families

Employee Training: all personnel involved with the tourist operation must receive environmental
education and training

Community Relations and Local Welfare: the Company must make a commitment to the
welfare and socioeconomic development of the Galapagos Islands community

Strict Control of Use, Supply and Storage of Materials: boat operators must plan and control
the consumption, supply and storage of materials, taking into consideration the well-being of
tourists, workers, local communities and the conservation of natural ecosystems

Integrated Waste Management. boats must follow a waste management plan, including the
reduction, reuse, recycling and adequate final treatment and disposal of all wastes

Commitment on the Part of the Tourist. tourists must be guided in their involvement in
protecting natural resources and local cultures, tread lightly and collaborate with the island
conservation programs

Safety: the Smart Voyager Program does not guarantee safety but certified boats must adhere to
international safety standards and have all the appropriate licenses and approvals

Planning and Monitoring: tourism operations must be planned, monitored and evaluated, taking
into consideration technical, economic, social, and environmental factors.
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|. Executive Summary

Thisreport evaluates a pilot project designed to raise income through visitor donations for
the conservation of anetwork of six natural protected areas in Southern Baja California,
Mexico. The report examines the design, implementation, and results from year one of the
project and presents recommendations for future work.

The pilot project took place at the “Islas del Golfo de California’ National Flora and Fauna
Reserve which receives approximately 25,000 visitors annually who participate in scuba
diving, snorkeling, kayaking, and camping. To determine the most effective design for
generating income for conservation at the site, a visitor price-responsiveness survey was
conducted, the costs of managing tourism were assessed, and consultations were held with
stakeholders.

The design phase identified a visitor donation mechanism as the best option to generate
income from tourism to complement the minimal entrance fees. Three strategies were
proposed: 1) collecting donations through local hotels from their guests 2) offering
voluntary dive/whale watching tags to visitors through tour operators and 3) a“Friends of
Wild Baja” membership program to encourage and facilitate additional donations. A fund
was created called FOSANP (Fondo Sudcaliforniano paralas Areas Naturales Protegidas)
to receive and manage the income that was generated. A local Conservancy partner and
conservation NGO, Nipargjd, was selected to administer the fund.

Although during the first year of implementation less revenue was collected than expected,
from an organizationa perspective the fund achieved important advances in becoming
established as along-term source of income for conservation. A board of directors
consisting of key stakeholders including protected area managers, tour operators,
academics, and NGOs was successfully recruited to supervise the fund. The fund also
produced informational materials along with a program web site to educate visitors about
the conservation value of the protected areas and to promote the program’ s activities. In
addition, the fund established relationships with hotels and tour operators that have resulted
in the collection of donations and the identification of ways to improve the income
generation mechanisms that were selected.

In the future, FOSANP should consider changing its hotel donation program to one that
automatically collects asmall fee instead of soliciting donations from each guest
individually. The fund would also benefit from receiving support from alocal tourism
consultant to devel op stronger strategic alliances with tour operators for improving the
dive/whale watching tag mechanism and to further develop support from cruise line
operators. To increase donations through the * Friends of Wild Baja’ membership program,
FOSANP should provide training to guides to enable them to better promote the program to
encourage donations from their customers. The fund should also begin the process of
expanding the use of these income generating strategies to the other targeted protected
areas of the Southern Baja California network.



1. Introduction

The Importance of Generating Income from Tourism for Conservation

Visitation to natural protected areasisincreasing rapidly in many countries around the
world. Thisrising tourism tide is exceeding the capacity of many protected areas. Asa
result, tourism isincreasingly being identified as a threat to biodiversity. To avoid the loss
of valuable biodiversity through tourism related pressures, and in order to access the
benefits that tourism can generate for protected areas, it is essential that protected areas
have sufficient capacity in terms of infrastructure, personnel and management systemsin
place.

In many developing countries, park systems have not been able to finance the investments
necessary to install this capacity at areas facing pressure from visitation. Furthermore,
many have not yet implemented a comprehensive system of tourism-based income
generation mechanismsto at least cover the costs that visitation creates for protected areas.
Consequently they are foregoing a significant source of income which could contribute to
much-needed investments resulting in:

Improved protected area management capacity

Reduced threat to biodiversity

Better quality visitor experience

Greater investment in sustainable development opportunities for local communities
Higher national and international profile of protected areas

More employment opportunities for local people

Enhanced environmental education function

Given the growing tourist demand for access to protected natural areas, it isincreasingly
important that adequate financial mechanisms be implemented to ensure that tourism and
recreation contribute to biodiversity conservation. For many parks, tourism has the
potential to be a significant contributor to its financial sustainability. However, the value of
recreation opportunities provided by parksistypically under-priced or inefficiently
administered.

The Tourism Based Income Generation I nitiative

With NGO and government park service partners around the world, The Nature
Conservancy (TNC) identified the need for broader applications of appropriate income
generating mechanisms at protected areas as a key strategy for supporting biodiversity
conservation.

Three sites were selected from thirty applicants from within our network to participate in
the Conservancy’ s Tourism Based Income Generation Initiative, which was developed in
the year 2000 with financial support from the Alex C. Walker Foundation and the
USAID/TNC Parksin Peril Program.



The selected sites were:
Eduardo Avaroa Reserve, Bolivia
Gladden Spit Marine Reserve, Belize
Islas del Golfo, Bgja California, Mexico

Asafirst step, areview of tourism income generation mechanismsin use around the
Americas was carried out (Benitez, 2001; Brown, 2001) to evaluate how and which fee
mechanisms are used. Then at each selected site, an analysis of visitation and of the
tourism management structure including its capacity and legal context was carried out.

Evaluations of these pilot implementation processes have generated valuable lessons for
application at other sites acrosstheir national systems and in other countries. Price
responsiveness studies, including contingent valuation and contingent behavior studies,
were carried out to assist in determining the appropriate fee levels and mechanisms.
Subsequently, a mechanism was identified for test applications at each site.

[11. Background

The Conservation Significance of Baja California, M exico

From a conservation perspective, Mexico’s Bagja California Peninsula and Gulf of
California contain some of the most unique terrestrial and marine environmentsin the
world. The stretch of sea has species representing one-third of Earth's marine mammals
and samples of more than 80 percent of the aquatic mammals found in the Pacific Ocean.
Approximately 800 species of fish are found in the Gulf. Only the Red Sea harbors more
marine diversity, making the Gulf aglobal conservation priority (Hodgkins, 2003).

The Gulf of Californiaalso provides more than half the total of Mexican fisheries by
volume. In addition, its rocky coasts and seaislands are home to hundreds of resident and
migratory species. Meanwhile, the greatest long-term threat to the biodiversity of Baja and
the gulf isthat of unregulated tourism development. These projects have the potential to
drastically impact the sustainability of these important coastal and island ecosystems, as
well asthe traditional livelihoods of the many coastal communitiesin Bgja California.

The“Idasdel Golfo de California’ protected area where the project was first launched
contains Isla Espiritu Santo, one of the most ecologically significant islandsin the Sea of
Cortez. Severa animals on Isla Espiritu Santo are found nowhere elsein the world,
including the blacktailed jack rabbit, ground squirrel and two species of snake. The island
ishome to 53 regional endemic plant species. The waters surrounding the island support
coral reefs, resident colonies of sealions, and 500 species of fish.

Description of the Targeted Protected Areas

Due to the high conservation value of Baja as awhole and the rapid growth of tourism to
the region, multiple protected areas were targeted in the income generating project at Baja.
Beginning with ainitial pilot at one of the sites, the plan was to start a program that could



eventually administer income generating mechanisms throughout the protected area system
of Southern Bgja California.

Figure 1 shows amap of the protected areas of Southern Baja California. The following is
alist of the six protected areas included in the program as described in the program’s
brochure (FOSANP, 2004):

[J Cabo Pulmo National Park - The northernmost living coral reef in the Eastern Pacific
and nesting ground for several species of seaturtles. Principal tourism activitiesinclude
diving, wind surfing and sports fishing.

[J Cabo San Lucas Flora and Fauna Reserve - The merging point of the Pacific Ocean and
the Gulf of California. Deep submarine canyons, sand falls and rocky reefs provide
multiple habitats for an abundant marine life.
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Figure 1: Map of the protected areas of Southern Baja California, Mexico



0 * El Vizcaino” Biosphere Reserve - Contains coastal lagoons which are important
reproduction and wintering sites for the grey whale, California sea lion, northern elephant-
seal and blue whale. The lagoons are also home to four species of marine turtles. Inland, it
houses the largest trove of ancient rock art in the Americas. Principal tourism activities
include include whale watching and visiting archaeological sites.

0 * Islas del Golfo de California” Flora and Fauna Reserve - Includes some of the world's
most ecologically intact islands. These islands provide nesting and breeding areas for
numerous marine mammals and sea birds. Several endemic species of floraand faunaalso
inhabit the islands. The main tourism activities include camping, kayaking, diving and
naturalist cruises.

[J Loreto Bay National Park - Harbors the greatest diversity of marine mammalsin
Mexico. Once the historic capital of the Californias, Loreto istoday the region’s capital of
colonial missions and sport fishing. Other tourism activities include camping, kayaking,
diving and naturalist cruises.

(] “ Serralalaguna’ Biosphere Reserve- A huge natural reservoir for rare and unique
species. The Reserve cotains high mountains with temperate pines forests, running rivers,
unique desert vegetation and tropical woodlands. Principal tourism activities include
camping and hiking.

Tourism Demand

Of the approximately 800,000 tourists who visited Southern Bgja Californiain 2003,
approximately 10% visited protected areas (CONANP, 2003). Figure 2 shows an overview
of the visitor profile information for the respective protected area. Principal activities
include camping, kayaking and diving. The majority of visitors come from the United
States and Canada.

Name/ |slasdel Golfo Bahiade SierraLa |CaboPulmo| Vizcaino
Indicator | deCalifornia Loreto Laguna
Approximate 25,000 34,490 4,000 6,000 22,500
Number of
VisitorsY ear
Average 2.5 days 2.2 days 4 days 3days 3days
Length of
Stay
Principa USA, Canada | USA, Canada Mexico USA, Canada|USA, Mexico
Countriesof | Japan, Europe
Origin
Principal Camping, Camping, Camping, hiking| Diving, wind Whale
Activities | kayaking, diving, | kayaking, diving, surfing, sports|  watching,
naturalist cruises | naturalist cruises, fishing, archaeological
sports fishing visits

source: CONANP, 2003.
Figure 2: Visitor profilesfor the protected areas of Southern Baja California, Mexico




Islas del Golfo de California Pilot

Theinitial pilot for the Southern Baja California
project was implemented at the “Islasdel Golfo de
California” protected areain the city of La Paz, the
main access point for the reserve. The reserve was
chosen due to the rapid growth of tourism and
because of its proximity to the city of La Paz, where
both the regional headquarters of the National
Commission of Natural Protected Areas (CONANP)
and the nonprofit Niparaja are located.

The primary tourism destination within the reserve is
Espiritu Santo Island. A map showing the location of
theisland in relationship to city of LaPaz is shown in
Figure 3. The most popular tourism activity in the
reserveisdiving, asis shownin figure 4. Visitor
primarily come from the US or Canada. A
breakdown in the country of originsisshownin

Figure3: Map of Ida deEspiritu Santo
and thecity of La Paz
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Figure4: Principletourism activities at Figure5: Country of origin for
Isla de Espiritu Santo visitorsto Ida de Espiritu Santo

The Mandatory Entry Fee Program

Visitorsto Mexico’ s protected areas pay a mandatory entry feein order to visit the
reserves. The fee program was established in 2002 at an initial rate of 104 pesos (about
US$10) per person per day. However, because this amount caused considerable
disagreement among tour operators, the fee was not collected until the amount was
adjusted to 20 pesos (about US$2) in 2003. The fee level was set by the Instituto Nacional
de Ecologia (INE) which conducted a visitor survey, mainly in southern Mexico, prior to
setting the amount (L 6pez, 2005).

Oncethefeeispaid, visitors receive ayellow wristband which they must wear while
visiting the reserve (see Figure 6). Visitors pay the fee either to the tour operator who
accompanies them to the reserve or directly to CONANP if they visit the reserve on their



own. Tour operators purchase the wristbands by depositing money into the appropriate
federal account at the bank. Only independent visitors pay CONANP cash which isin turn
deposited in the same federal account.

Figure 6: Visitorsreceive awrist band as proof of payment of thereserve
entrancefee (right). Tour operators buy the bandsin bulk from CONANP (left).

The money first goes to the federal government. After adelay of approximately one month,
the money isthen transferred to CONANP. CONANP s policy isto return the money to
the protected areas that generated the income or at least to the region where it was
generated. Because the money generated by the Southern Baja Californiasystemisa
comparatively small amount, the money is returned to the same protected area from which
it was collected.

The fee system is the same throughout Mexico, with some variations depending on the
circumstances of each region (LOpez, 2005). However, it is unclear how the income
generated by the fee relates to the actual costs to the protected area of managing tourism,
or how closely the fee respondsto visitor willingness to pay.

V. Design Phase

In the design phase of the project, the following steps were used to determine the
appropriate revenue generating mechanism, fee level, and method of implementation for
the site.

1) Determine the fair market value of the fee level and structure
2) Assessthe cost of tourism management at the site
3) Conduct a stakeholder analysis

These steps are common to the process used at the other project sitesin Belize and Bolivia.
The objective of these steps was to meet the goals of the of the tourism user feeinitiative,
which include the following:



Cost recovery, which involves generation of sufficient revenue to cover part or all of
tourism's financial costs (e.g., construction and maintenance of avisitor center,
signposting, impact monitoring).

Generation of "profit,” with the excess of revenue over cost being used to finance
traditional conservation activities (at the destination or at other sites).

Generation of local business opportunities, by the earmarking of feesto enhance site or
experience quality.

Provision of maximum opportunities for learning and appreciation of the natural
resource, which may also involve low feesfor nationals.

Visitor management to reduce congestion and/or ecological damage, which would
involve fees high enough to influence visitor behavior.

Below is adescription of what occurred for each of the three steps of the design phase.

Step 1: Determinethe Fair Market Value of the Fee Level and Structure

After theinitial pilot site of the Baja project was selected, the first step in the methodology
for designing the appropriate mechanism and fee level was to determine the fair market
value of visiting the site. This was accomplished by

Figure 7. Contigent valuation (willingnessto pay) analysis
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conducting a price-responsiveness survey at five protected areas across the Southern Baja
region that have major tourism activity, including Loreto Bay, Islas del Golfo, Cabo
Pulmo, Cabo San Lucas, and Vizcaino. A total of 311 individuals were surveyed from
acrossthe five sites.

Results from the pre-test survey summarized in the diagram above (Figure 7) indicated that
the majority of visitors were willing to pay considerably more than the required $2 fee.
The diagram aso shows that a voluntary donation program was the preferred means of
contributing and could produce increased contributions. This preference should also be



interpreted with some caution, however, because due to the relatively small sample size the
result was not statistically significant.

Donation program selected as a complement to the mandatory fee

During the design phase, it was determined that the mandatory $2 per person per day entry
feewaslegally fixed at anational level. Therefore, an increase in the fee at the reserve,
which was recommended at the pilot sitein Bolivia, would not be possible without a change
in national law. Y et because the price-responsiveness survey indicated that visitors were as
willing to make a donation as they were to pay a mandatory fee, avisitor donation
mechanism was chosen as an aternative means of generating additional income for the site.

Step 2: Assessthe Cost of Tourism Management at the Site

The second step in the design process was to assess the cost of tourism management at the
site. The recovery of tourism management costs is one of the key objectives of generating
income from tourism for protected areas (Lindberg, 2001). If the tourism fees generated at
aprotected area do not at a minimum cover the costs of providing visitor accessto the site,
then tourism is actually producing a net loss for conservation given that tourism actives
themselves also have conservation impacts.

Data on the costs of providing tourism services at Islas del Golfo was available from the
park’s 2001-2005 Financial Plan and from an analysis presented by the park director to the
World Parks Congress in Durban, South Africa, in 2003 (Anaya, 2003). The analysis
showed that 45% of the park’ s budget was spent on tourism related costs (see Figure 8
below). Costsincluded the implementation of the tourism management plan, enforcement
of the code of ethicsfor visitor behavior, and training of tour operators in proper guide
behavior (Anaya, 2000a; Anaya, 2000b)

Annual budget 2003
(191,000 dollars)

Tourism
management
0,
45% Other activities
55%

source: Anaya, 2003

Figure 8: Thedistribution of the Ilas del Golfo de California Reserve budget

Although the mandatory fee program provides revenue to the park for providing these
services, the amount generated is insufficient to cover the costs. The analysis showed that
in 2003, tourism income covered only 27% of the tourism management costs of the park.
In addition, datafrom the 5 year Financial Plan summarized in the diagram below (see
Figure 9) shows the gap between operating costs and total projected income increasing
over time. To close this gap, either an increase in the mandatory fee or avoluntary
donation program was needed.
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Figure 9: Fiveyear financial analysisfor the lslasdel Golfo de California Reserve
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Step 3: Conduct the Stakeholder Consultation

Individual meetings were held with tourism sector representatives, including dive
operators, kayak and camping operators, hotels, and cruise lines. In each meeting, the
objectives of the program and the mechanisms for collecting revenue were presented.
Feedback was actively sought and given.

In every case, the donation concept and mechanisms were met with enthusiasm. Some
constructive criticism was provided. Most felt the program should invest in better
patrolling and control of illegal activities at the reserve. Notes on the feedback from the
different representatives are listed below.

Dive Operators

- Concerned that participation in the program might create price disadvantagesin a
highly price sensitive market.
Important to be explicit about which activities the program will support
Some concern about the transparency of the program and acceptance by local
businessmen.
Voluntary fees may be difficult to administer. Some would prefer amandatory fee
system to avoluntary one.
Program brochures should be placed on inbound flights.
No resistance from clients to paying current entrance fee and likely would pay more.
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Cruise Lines
Training during the existing CONANP guide training course should be provided for
presenting Friends of Baja to cruise passengers.

Hotels
- Billing process does not facilitate EcoTariff.
Expressed need for clearer information on which activities the program will support.
Offered to place a box for receiving donations for Friends of Wild Baja.
Ministry of finance rules could be problematic for collecting an eco-tariff. Implications
would need to be reviewed by atax accountant.

In addition to the feedback above, a study of the tourism sector of La Paz in 2002 found
that 43% of tour operators interviewed would support paying a donation for conservation
(LOpez, 2002). While the study and feedback showed that support for the donation
program was not universal, enough support existed to launch the program.

Funding the Baja California Pilot Program

Funding for initiating the pilot donation project at Southern Baja California was provided
by the Alex C. Walker Foundation and the USAID/TNC Parksin Peril Program. These
funds paid for the expenses of designing the pilot project, including background research,
administering the price-responsiveness survey at 5 different protected area sites, and
conducting stakeholder consultations. It also paid for the initial expenses of implementing
the program, including producing the program’ s promotional/educational brochures and
producing the key chains used in the dive/whale watching tag revenue generation
mechanism described in the following section.

V. Implementation Phase and Results

This section describes the way in which the program was implemented. The program
management, revenue mechanism, and results following the first year of the project are
explained.

Program M anagement

Once avisitor donation program was selected during the design phase as the structure for
the Bgja pilot project, an organization had to be selected to run the program. Unlike the
project sitesin Boliviain Belize where the entry fee was mandatory and administered by
the park management, visitor donations had to be collected by an organization independent
from the government.

One possibility that was explored was to integrate the program with the Gulf of California
Conservation Fund (GCCF) which was being devel oped by the Fondo Mexicano and
supported by Lindblad Expeditions. After initial conversations, however, it was determined
this was not a good match since the focus of GCCF was on the Sea of Cortez and was not
appropriate for targeting the specific protected areas selected for the program.
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Instead, it was decided that the donation program should be managed by Nipargja, a
Mexican nonprofit and conservation partner based in La Paz. A local structure would allow
for more local participation in the decision making process which in turn would create
more local support for conservation, and also more credibility and transparency.

To maintain the independence of the donation program from the rest of the organization, a
separate fund was created within Nipargjain 2003 known as FOSANP (Fondo
Sudcaliforniano paralas Areas Naturales Protegidas) or Southern Baja California Protected
Areas Fund. FOSANP was set up to have its own board of governors made up of
representatives of the various stakeholders of 1slas del Golfo including the Conservancy,
Niparaja, CONANP and tour operators.

The decisions about how revenue would be allocated are made by the FOSANP board.
Based on the objectives of supporting the urgent conservation need of Las Islas del Golfo
reserve and maintaining the self-sufficiency of the donation program, the board agreed that
the funds collected from donations would be distributed in the following fashion:

15% retained by Nipargja as overhead for administering the program

20% allocated as emergency funding for the reserve such as in providing much needed
capital for boat repairs or other unexpected expenses

30% set aside for tourism related projects, such as signsfor trails, communication
campaigns or visitor brochures

35% for protected area management, such as to cover staffing expenses or park guard
patrolling

Any changesto this allocation have to be approved by the FOSANP board. This
requirement ensures the various stakeholder groups represented by the board have the
opportunity to participate in the decision process. The multi-stakeholder process aso
serves to strengthen the credibility of the fund as an autonomous organization as well asto
provide assurance of its transparency.

Income Gener ating M echanisms

Three collection mechanisms were proposed as the most effective for generating revenue
for Islas del Golfo through tourism donations following consultation with the key
stakeholders.

The selected revenue generating mechanisms were:
Eco-tariffs at hotels
Scuba dive/whale watching tags
“Friends of Wild Bgja’ membership

Figure 10 presents and overview of the three mechanisms as well as a graphical

representation of how the FOSANP administration was implemented. Below, each of the
three mechanisms is described.
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a) Eco-tariffs at hotels: A voluntary additional room charge or “eco-tariff” at hotelsin La
Paz. Upon check-out, visitors would pay an additional fee of US$2.00 or higher on top of
their hotel bill. The money would be collected by the hotels and then turned over to
FOSANP on aregular basis. The approach would require a high degree of cooperation
from the hotel owner/manager, however, once implemented the system would
automatically generate substantial donations for conservation management on aregular
basis.

This‘voluntary room-tax’ or conservation surcharge mechanism is already being
successfully applied at various hotels around the world, such as at Crown Hotelsin Hong
Kong which collect donations for WWF (Sherman, 2003). The mechanism isalso similar
to programs that exist in some countries to earmark a percentage of their mandatory hotel
and restaurant taxes to support conservation, such asin the Turks and Caicos Islands
(Davis, 2001).

Donation Mechanisms Program Administration Protected Area
and collection points

Southern Baja
California System

Niparaja
Mexican nonprofit,

Eco-tariffs

“Friends of Wild
Baja” Memberships

Hotels parent organization —
\ [ El Vizcaino
FOSANP [ Loreto Bay
Dive/lwhale Donation program
watching tags ——> established as 2
Tour operators separate entity Islas del Golfo |
administered by (Initial pilot)
Niparajawith an
independent board [ Serralalaguna ]
of aovernors -

Tour operator guides, Cabo Pulmo
hotels, and
cruiselines Cabo San Lucas
A -—

satisfaction and addi tional revenue

hi i- Virtuous Cycle — Increased protection leads to increased visitor
1

Figure 10: Income generation mechanisms and the revenue flow
of the FOSANP tourism donation program

b) Dive/whale watching tags: A voluntary fee that would be collected from divers and

whale watchers by tour operators. Theinitial ideawas that the program would supply tags
for attaching to divers BC' s which tour operators who would then encourage their clients
to purchase. Given the fact that mandatory dive tags are frequently sold at marine reserves
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and are familiar to dive tourists, such as at the Bonaire Marine Park, the idea was that atag
system could also generate revenue if offered on avoluntary basis.

The method used to implement this mechanism was to place key chains and donation
boxesin the sales offices of participating tour operators (see Figure 11). Key chains were
chosen in place of BC tagsin order to have one tag that could be offered to all types of
visitors (e.g. divers, whale watchers, kayakers). A donation box was chosen as the method
of collecting revenue in response to tour operators wanting to avoid the accounting
responsibilities and possible tax implications of handling donations directly.

c) “ Friends of Wild Baja” membership
program: Visitors would be encouraged
to join to support the conservation of the
park they visited. To gain support, tour
guides would be trained to pitch the
importance of conservation and the need
for additional funds during their tours
and invite their clientsto join by

providing application forms for on the Aqui puede depositar su donativo.
sitesign-up. Examples of other “Friends IR B R A
" L. . . ' para recibir donativos
of...” organizations which raise funds for para el FOSANP.
parks and other public attractions (e.g. Gracias por su apoyo
museums) have been successfully You can make your donation here.
. . . This box and establishment are
app“ed In many cases. For exampl € 1n authorized to receive donations
the Gal apagos |slands, Ecuador, a to FOSANP.

Thanks for your suppaort.

“Friends of Galapagos’ network has e
been established that consists of seven -
organi zations dedicated to supporting
conservation in the park.

To promote the membership program, a
brochure was produced that describedthe  Figure 11: Donation box and key chainsat a
protected areas of the region and gave an local tour operator office

overview of the donation program and its

goals. In addition to distribution by tour operators, the brochure was intended to be given

to hotels and cruise line operatorsto leave in guest rooms. A web site for FOSANP
(www.fosanp.org) was created as an additional promotional tool for providing visitors

more detailed information and to reach a broader audience.

Challenges Faced during I mplementation

During the implementation process, the project faced a number of challenges that reduced
the amount that was collected. Approximately US$2,000 in donations were received the
first year.

One of the most significant challenges encountered was that Mexican tax law made it
difficult for hotels to collect donations from guests on FOSANP s behalf. As aresult, the
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“ecotarrif” mechanism of receiving donations via hotels, which had been expected to
generate the largest share of the fund’ s donation revenue, could not be implemented. To
resolve thisissue, Nipargja contracted a consultant to design an accounting system and
draft a supporting contract agreement that would enable the hotels to transfer donation
revenue from their own accounts to FOSANP on a periodic basis. By spring of the
following year, Hotel la Concha, one of the top-end hotels of La Paz, signed a contract
establishing the donation agreement thus initiating the eco-tariff mechanism. The
agreement has since been used as amodel to start the mechanism at Hotel Los Arcos and
other top hotelsin La Paz.

The program had a similar problem with engaging tour operators to initiate the mechanism
of selling dive/whale watching tags. To avoid the administrative burden of collecting
donations directly from their clients, tour operators decided this mechanism would be best
implemented by placing donation boxes and key chains (as opposed to tags) by the sales
counter. This more passive method of soliciting donations has produced |ess than expected.
Furthermore, tour guides have not been effective at encouraging a significant number of
tourists to participate in the “Friends of Wild Baja” membership campaign.

Aside from challenges associated with implementing these mechanisms, another challenge
the program faced in year one was that Niparajd had a change in leadership early on in the
year. During a very busy transition stage, much of the oversight of FOSANP was delegated
to anewly hired program coordinator. While highly capable, the coordinator did not have
the management authority or knowledge of the tourism industry that was needed to
negotiate strategic alliances with hotel and tour operator partners. Later in the year, the
Niparajadirector was able to devote the attention needed to advance the program at which
point significant progress was made.

VI. Key Successes

By the end of year one, FOSANP made significant progress toward becoming established
as along term program for generating income through visitor donations. Although the
amount of money collected fell short of initial expectations, significant organizational
advances were made in support of itslong term success.

Board of directorsrecruited. To ensure its accountability and promote the program’s
credibility among stakeholders, aboard of directors was recruited and formed
consisting of representatives from the major stakeholder groups. Thisincluded
representatives from the private tourism sector, academia, NGOs, the civic community,
and the protected area system staff.

Produced infor mational material and web site. Educational brochures were
designed and printed in both English and Spanish to educate readers about the
conservation value of the Baja protected areas and to inform readers about the
program’s strategies and activities. Also available on the web, the materials educates
visitors and also serves as afundraising tool.
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Donations accepted on-line. To more easily facilitating donations from past and
potential visitors, a system of soliciting donations on-line was established (as shown in
the Appendix.)

Formed partnershipswith hotels. Relationships were formed with top-tier hotelsin
La Paz, the gateway city to the ISlasdel Golfo reserve. An ‘eco-tarrif’ donation
mechanism that enables the hotels to collect donations from their guests was
established with the aid of atax consultant in collaboration with hotel administrators.

Formed partnershipswith tour operators. Partnerships have been forged with
various tour operator businesses (see the Appendix for list of operators shown on the
FOSANP web site.) In addition, a dive tag donation mechanism was created that
encourages customers to make additional voluntary contribution toward conservation.

Matching funding for tourism donations. In collaboration with other Mexican
organizationsin support of conservation related to tourism, FOSANP negotiated an
agreement with the Fondo Golfo de Californiato provide a one-to-one match for visitor
donations. The Fondo Golfo de Californiawill also include FOSANP in the
communication materialsit presents on Lindblad Expedition cruises.

Obtained funding for administrative costs. To pay for the on-going costs to manage
the program, FOSANP successfully received a grant from the Packard Foundation to
cover staff, operations, and communications expenses. The grant has since been
renewed a second year, allowing visitor donations to be spent exclusively on
conservation activities at the reserve.

VIl. Recommendations

Below are several recommendations for increasing the effectiveness of FOSANP toward
contributing to the long term sustainable financing of the protected areas of Southern Baja
California.

1) Changethe eco-tariff donation should be automatically included in the hotel bill
Presently, when guests check out of a hotel participating in the eco-tariff program, each
guest is asked by the hotel clerk whether he or she would like to make a donation to
FOSANP in support of conservation. Unless the guest choosesto “opt-in” to the program,
no donation is collected.

To increase the total amount collected, FOSANP should consider making the eco-tariff
mechanism automatic, whereby a small donation (perhaps US$1) is automatically charged
to the room bill unless the guest specifically asks to be excluded or “opt-out” of the
program. While each donation might be smaller than if guests were individually asked to
contribute, the cumulative effect of receiving a smaller amount from nearly all guests
would result in receiving more revenue. To determine which approach works best for their
clientele, hotels should experiment with this approach to seeif it is more successful.
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2) Hireatourism consultant to develop strategic alliances with the tourism sector

The program should hire alocal tourism sector ‘insider’ that would have a deeper
understanding of tourism business dynamics. This expert would be better suited to address
the difficulty the program has faced in successfully engaging tour operators in participating
in donation collections.

a) Develop a new approach for implementing the dive/whale watching tags
The system of collecting voluntary dive/whale watching tags using a donation box
and key chains has not been effective and should be redesigned.

b) Develop aworkplan for engaging cruise line operators
Using the skills of the tourism insider, a program for more actively engaging cruise
line operators should be devel oped.

3) Providetraining to guidesfor raisingsfundsfor the* Friends of Wild Baja”

member ship program

A training program should be developed to teach guides how to better inspire tourists to
donate to the “Friends of Wild Baja” program. With the proper training, tour guides will be
able to better take advantage of the opportunity they have during the tour when both the
benefits of conservation and the need for additional protection can be observed.

4) Expand the program to multi-site

The FOSANP program is at a stage where it should begin the process of supporting
revenue generating mechanisms at multiple protected areas. Rather than wait until the
donation mechanismsfor Islasdel Golfo have been fully refined, the program should begin
the process of expanding opportunistically now. For example, in Cabo San Lucas, one of
the mgjor hotel ownersisalso on the board of FOSANP. The program should take
advantage of this relationship to expand the application of the eco-tariff mechanism to
other sites.
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Appendix — The FOSANP Program Web Site (www.fosanp.or g)

Theweb site provides educational and promotional information in English and Spanish.
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The Visitor Donation Page of the FOSANP Program

Visitors may fill out aform to request to make a donation to sign up for member ship.
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The FOSANP Tourism Business Partnership Page

Tourism businesses participating in the FOSANP program are promoted on the site.
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The FOSANP Educational and Promotional Brochure

Thebrochureisdistributed through tourism businessesin both English and Spanish.
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